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1. Introduction

‘ The Center for Educational Policy. and Management’has chosen to focus
1ts research on strategies for the management of human resources in schools
- ~*{o 1mprove student ach1evement In the process of developnng a research

.. > ‘. .

. parad1gm for the Ceater Baseduon this- nuc]eus three pr1nary 1nf1uences
v were identified as affect1ng human resource management in schools? 1ega1- e
adm1n1strat1ve processes, the educat1ona1 profess1ons and the conmun1ty o° N\

enV1ronment; Commi ttees* compr1sed of résearchers, po]1qymakers, and . ..~ o

a: ‘practitioners were created to develop a research program related to each

\' ’ of these influences.- In building a'framework for the examination.ofg
| .
legal-administrative factors; "the Program Deyelopment Committee on .
v v . N . “ E
Legal-Administrative Processes has been developing guidelines for such a

-~

program of research that will meet the following criteria: . .

- 1. be timely and of national'signffitance-
/ -,
2. represent an avea where CEPM can make a substant1a1 résearch
contributiog {i.e., that’it does not duplicate. the research
agenda of ot er research centers); -

3. take into account the research capabilities at the.university;'

human re ource management in schools. For th1s purpose the term "1ega1-
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. ’choose to administer or implement those guidelines and regulations and

A Y

by adn1n1strat1ve dec1s1ons in 1oca1 sch001 d1str1cts concern1ng the

LIPS 9

1e§gl\;f compl1ance H111 (1979) suggests that a. strong-determ1nant of

- the amount of comp11ance that will be* ach1evedfstens not from the formal, or

',1ega1, 1ncent1ve systems descr]Bed‘fn the regu]ations (i:e., the withdrawal
Lo » !
of funds), but vather from .an' 1nforma1 systen of admihistration that

\
re11es on profess1ona1 loyalt1es. Thus, a product1ve research agenda must
1nc1ude Both the legal processes themselves and their administratian in \
. - " 4

schoo]s. . N g ' - -

Bu11d1ng a research agenda arouny_the way in wh1ch state mandates

', 1nfToe/ce the management of human resources at the 1oca1 d1str1ct and

\’ oV » -
' schoo] 1eve1s holds great prom1se for meet1ng the criteria previously

stated' aIt is. espec1a11y t1ne1y to examine the state's role in promoting

- equ1ty and eff1c1ency in the management of human resources in schools, as-

P

the state 's ro]e in educat1ona1 policy mak1ng will potentlally grow
4
stronger in re1at10n to the federa1 role (£1more et al, 1981). 4any of .

the.]aws that-most d1rect1y affect the managemen; of schoo,l personne1 o

N

orlg1nate at fhe state Jevel., ' . , .

cw ¢ " 3

>

An add1t10na1 reason for focus1ng a rgsearch program on state gu1de-

. Tines and mandates is that the 1mpact of federal 1eg1slat10n on schools has
a]meady fece1ved,a h19h degree of attent1on from a ‘number of other
educat1ona1 research centers. Desegregat1on is a maJor research focus at
the Center for. Nat1ona1‘P011cy at Qath011c University. Bilinqual

. educat1on is’ a focus for study at the Center for the Study\of Eyaluat1on

Ty

& at UCLA M1chae1 K1rst at the Center for F1nance and Governance at

8

Stanford has recent]y proposed to undertake a re- eva1uat1on of the impact

- .

N



. i . s : . ~’ ‘ ¢ .
-0f Title I on schools. Ohip St‘ University has a major: research center

.concerned with vocational education. Therefore, the Center's concentrat

on étazf laws that affect the management of school personnef seems to be a,_ .

more efficient usg of increasingly starce resources for research.

-

2 CEPM .has Strong research capabilities in'sthe areas of personnel

management, school organization and governaneﬁ, collective ba}gaihfng,
N,y < e .
¥ B
special education, and sex equity. In light of these strengths, the
L Py . . _ s I .\ 3
Following, topics present especially promising directions for a research

progran in the 1egélfpdhinistrative domain at the Center.

N

-
-~

4

sses at the State Level Affecting

N
e A

. ) / .
Legal-Administrative Pro

a X . — . S
the oyment/0f Local Schoo;:Personne1
There are‘a variety of laws, standaﬁqp or‘gu?delines, and funded

<&

programs promulgated by state legislatures, courts, and administrative

agencies that influence the process; of human resource management in

.

4

_schools in the following areas: .
. ) o~
A. factors affecting the various educator ‘labor markets (e.q.,

-~

certification.laws, affirmative action programs, ang teacher

and administrator training progvams--f&r both gene5a1 educétion
. . . )

L4 .

personnel arid specidlists) ‘ . .

:1 . N
T fair dismissal laws; and tenure laws)'

¥

C. - interacti

on of schoo1.pérsonﬁe14with parents,' ¢itizens, and

Tocal governmentb1 agencies {e.g., laws promot?n@lparent/citizeh

y . . ‘ T
. ,

4
ign

?

——

‘ﬂ

%

B. employee/employer re1atipnsﬁips (e.g., collective bargéining 1aws: .
[} - ’\.. . N . ) \ N i

& ..
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invoiyedent in sechool=site councils, altemative senool‘programs;
1éws'ar programs'affecting.attendance in public schoolg, open
megting laws, special edueation requirements requesting parental -
and otherjagency.jnvolvement, etc.) - |
We are concerned with the wajﬁthe iaws, gdide]ines, and funded prbgrams
in each of the above areas influence decisions about the work agenda and
. the a]]ocation of resources and incentives in schools. More specifically,
we'are concerned with the wax.each *influences the following dimensions:
1. the mix of personnei in the district in terms of:
a. the fung}ions served and tne~soope of responsibilitylfor
each ﬁosition- ' o 1 ‘
the cnaracteidstics.ot.personneJ bj’sex, race, age,
quaiifications, and s%ﬁary level '
the working re]ationshipsigg school personne] (e g. s—degree
of cooperatiir in terms of
a. horizontal reiationships--among teachers”or types of* . teachers

(e.g., cooperatqoh between speciai education teachers and

3

/ "regular" " teacherd)
b. vertical re]ationships—-among teachers and !!ministrators
the way decisions are made aoout the hirinqﬁ firing, transfer,
and uti]ization of persenne] /

{

. the way*decisions dre made bout/the classroom agenda and the

: use of resources and ince tives for students, teache{s, and -

administrators to impro e studenﬁyachievement
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In designing research projects around these questions; we exbeé%'re-

€ \ ]

T . . searchers will also be concérnéd with factors that affect human resource

P
- A ~ > L
R management at the local level including-community ideo]ogies, financial-
factors, community demographics, and latal scheol policies and practices.’
Where applicable, they hay also be concerned with federal laws or policies )
(edq., those governing special education} although federal statutes.
) are not.a prime focus for this area of research. - -
) ’ B ‘ ] 4 ’ ’ J
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IT. Legal-Administrative Factors Affecting the .
~N

* Educator Labor Markets
- " Al
- " .’ M 1

Lega]—administrative:factors dffécting the educator labor markets

r

have important 1mp11cations for the improvement of human resource manage-

3 . . ~ * P 2 . LY

-ment, in schools. These factors include the laws (and their subsequent

" administration) concern?nitcgrtificationﬂ.equa] opportunity, teacher and -

'affect'schodfs through their inflmence on the FB]]owing areas:

‘re1at10nsh1ps among schoo] personnel, and the manner in which decisions

\ .
As stated.earlier, these laws

administrator trafning,-and retirement.
the mix -
of personne] in the district; the manner in which decis1ons are made,about

the working

the hiring, firing, transfer, nd ut111zat10n of personne]

" are made about the classroom agenda and the use of resburces ‘and incentives

“The.Mix of Personnel “in théﬁpistrifgg S

to improve student acfitevement. -Other-state laws affect the management of
school personnel ;—thcluding state s;andarﬁs about coursé requirements

and competency réquirements and laws concerning support services. While we are
also concerned with the effects of these laws on schoo]s we have chosen to
highlight. txose concenned with eertificat1on, equal oppoﬁtun1ty, and teacher
and administrator tratning because of their more direct impact on the edu-

s

—_— . »

cator 1abpr force,

-

1 4
-~

Laws regarding.certification, affjrmative'a&%ion, the training of
»> ' . ‘
teachers and administrators, and retirement may affect the composition.

of Séhoo] personnel on the basis of such charatteristics as expgrience,'




quality, tyP?‘o:/jpeciélization, race, sex, age, or re1igiom. These laws

affect the compoSition of.the work force throﬁgh their.influence over

entry into, mobility within, and exit from the educational professigns.
- l .

.
L

“ . ’ .
- ,
v .

Certificatign

Certification acts as a brimarx barrier to entry into the educational

.

professions Specialized certification ourses are required not only for
Q\ q y

entry jinto "the teach1ng pio.fession, bo\\also for mob111ty to adm1n1strat1ve

positions or to other fields of spec1alizat1on frithin teach1ng. Some c1a1m

* L

that strict cert1f1cation Taws may resu]t in 1ower1ng over&]] téacher

quality, 41nce iighly qualified,, but uncert1f1ed app11cants must he excluded.

A major finding of the recent £o]eman repbrt, that "pr1vate.sehool produ;eé
better cognitive outcomes than do public schools” (1981, p; 224), .adds

eredence to this hjpothesis, aﬁthough other differences betwe€en public and

3

private schools obviously must also be considered. This presents an important

S ~

quest1on ‘for further exam1nat1on

tb' N

4
’

\ Dec1191ng enro]lments, scarcity of resources, and federal and categori-
’ , . !
cal programs complicate the way in which certifieation Taws affect the

/ , Cn . ) .
composition of district staffs. 'Categortcal ‘programs, for example, in
- .

_bilingual’and special -education, may necessitate._hjring specializéd .

v . H [

“pePsonnel.  Given 3carée resources, districts may-find it difficult to hire

appropriately certified .teachers. Thﬁs:mo§'be espec%a]]y problematic

for administrators in ryral disEritts who havé difffculty attracting
- . . . bt .,
qualified app]icants A number of}administrators’favor less stringent-

i

certificat1on requ1rements to a11ow more 1at1tude in personne] dec1s1ons, A

K

such as en]arglng the scope. of rec1proc1ty with other stgfes and broad-

- ening the subject areas FOVered by a given endorsement.

11 . ~ : '-f. s

LY
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Conversely,‘téachgrs and teacher training institutions may generally.

»

" .
oppose recdiprocity with other state$ and may favor fairly specific

endorsement criteria as, for example, in remedial reading or gifted pro- .
) - ’ N N .

. ) 4
grams. Although some teachers favor reciprocity with other stateg,because e

. it widens: the number of positions open to them, others oppose it on the >
. . < .
~ grounds that rgcdprocity may increaSe competition and lower salaries for '

*in-staFe positions.  Teachers tend to prefe; specific endorsement require;
“\\\\ ments in specialized areas -in order fo increése-theirhoﬁn‘job szcurity;
Similarly, co]iéées of education genera{]y support specific endorsement
requiréﬁent§ where they.provide an oppo;tunity to deVelop new training® o -

I 54§rograms:and expand enroliments. The desire to check declining enroll-
. ' N
¢ meftts also may cause in-state teacher training institutions to oppose

L

e widening reciprocity agreements. In the‘present era of retrenchment at all |

Tevels of education, it¢is likely that debates concérning certification

&~

requirements will multiply. Further research is needed to assess the -

- v

-potentiél effects of eifher maintaining or altering, pqgsent certification

°

laws.

Zeigler's research suggests'tﬁat laws restricting the supply of
A ) . ! w .
applicants for administrative positions in education may kave undesired
', - . r i . ' . l ] ‘
consequences (1980). Due to certification requirements, superintendents

4 ' S . -
must be recruited from within the panks of education. Until recently
educators-were relatively insulated from political conflicts and TN
, conséquent]y may be "i11-equipped to mahag&ﬁcoﬁf1idts stémming from

‘ co]iective,bargainfng, school cTosures,'éffihmative action, and’ budget -
- - 4 5 . -

ot

cuts.. Therefore, resruitment from other profqggions'(i.e., business,'1éw,
) » wii 8
public administration) may be warranted. 7 * -

€
+
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C - N . " . \
. B Others argue that certification laws help énsure adegggtg prepara-
<\;§10n of both teachers and\administrators to meet the educét?bﬁé] needs of

¢, -students. Hhile the basic process of cert{ficafion ma& be beneficia],
-1fzﬁas not yéf been' determined whether the “courses fé%uirqd improve the
overall quality of teachers and adgtnistfétorée\ For example, though
research shows'that adequate supervision of teaching enhances proéram
effectivengss-(Berman and MtLaughlin 1975; Fullan and.Pomfret 1977; Ed- " ¢
: v monds 1979), tﬁereﬂis evidence that 11t£1e supervision actually occurs

(Cohen et al. 1980). Préservice administrator training needé to~emphasize -

P=3

supervision as a key element in adninistrative work.

Other certification courséélneéd to be updateq‘fo reflect changes -

4

in environmental conditions that affect schools. Perhaps more courses are
NN needed to help school personnel cope with the specific problems of §chodl
61osure,,s%ngT€:55¥ent\fam111eé, and budget cuts: Some c urses presently

. required may neéd to be altered or eliminated. For ekampl s

.

‘ ° . » p—— .. . .o 8
courses concerning school taciljt[es planning and construgtion, now re-

quired in a number of states, may need major revision to best serve admin-

‘‘‘‘‘

“#fstrators Eopihgiwjth a period.of‘retrenchment. While numerous changes

in éeﬁtif1éat1bﬁif§qq1remenﬁs have already been made to adapt to changing

¢ , needs, a hore therough .examination of the benefits qf spec1f1C*types=of -
& ~——r . " - ~ . .
. T - ‘certification courses is warranted. .

v

~

¢ al Opportunity

X . o Kﬁthough women.canpr1sed approximately ‘two-thirds of the ts§$h1ng pro- ¢
. : ) ' &%
) - fession in 1973, they held less<than fifteen percent of all pri%bipalships

L et e . : N A

- D o
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and only approximately one-half, of one percent of all superintendent Posi-

tions (NEA 1973). . The number of- women superintendeets has almost ‘doubTed.

\within the past five years (AASA 1979), indicating that affirmative action- -
ﬁhqs had soffie effect though theaoverall proportion of superintendents who

are fema]e is sti]] exceptiona]]y Tow. Optimism about in;reased oppor-
tunities for women must also be tempered by evidence suggesting that |
the number of women holding administrative positions dropped petween‘lggo,
and 1976 (Barnes 1976). ] ]
"The proportion,of minorities in administrative positions . is elso
relatively low. Inaaddition, as a resu]t of de gregation in the southern
and border stateg\ many black principa]s,lost égzir .positions when blacks
no Yonger made up- the major§ ty of the student population. Due to the num-

ber o imminent schoo] c]osings, it is 1mportan3 to consider how equa]

ppportunity or affirmative action requirements‘&i1i be 1mp]emente for
. administrators as well as teachers during a period of retrenchment. School

“closure may have detrimental effects on the number of minorities and women

in educational administratfon if inner city schools, which may have a disr

. . e
\proportiongﬁe number -of minority principals, and small elementary schoo]s:

‘which may have a disproportionate number of female principals, are c]osed'

> e

more often fhan other types of schools. . )

e .
N Evidence suggests that women and minorities may not have an equal

) -4
opportunity to move from the teaching ranks to_administrative positions.

a

Increasing opportunities for these two .groups may have'a positive impact
on the educator labor market in two ways. First, the overall quality of

public school administrators will be increased if all qualified apniicants

.

14
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,anq”adm?nistrative skills and on career mobiJity.. Further research is

¢ : -~

[y ° - . \—’

are given access to those positions.. Secondly, the incentives for women and .
. _— y

minoritiés to excel in their present positions would'be strengthened if

ey g’y

~ they received, equal consideration for promotions. The f1rst point may be

e£52t1a11y cr1t1ca1 in 11ght of research indicating that women principals

exhibit effective gua]ities-fo? administrative leadership. ,Fishel and

_Pottker (1975) found ‘that "female principals, compared with males, concern

themselves more deeply w1th 1nstruct1ona1 1eadersh1p ands affa1rs of classroom

\

teach1ng, interact more 1ntens1ve1y with the faculty, . . . and exercise

[

"closer superv1soryﬁcontro1 of teathers" (Charters and Jovick 1980).

1

-

~

Teacher and Administrator Training Programs’ -

., Educator training programs affect the composition of the educator

labor market thnough their potential impatt on improvement of teaching

>

needed to‘oeterminértheamotivating facgors for participants in training
t

programs as well as the barriers to patticipation. Motivation may come .

from an individual's desire to enhance his or her ﬁkills within a

present position, to effect a change inbggsitions,,or merely to move up the

]

pay scale- by acquiring more credit hours. Prior research-suggests that

\ SR

teacher involvement in training ‘programs for the first neason has been

-correlated with increased teacher effectiveness, but that this >

correlation does not hold when the involvement is not voluntary or when .
increased wages or jobqag;rui@y are the solekmotivators (Hanushek 1971%.
Motivation for engaging <in training may also stem from external sources.

The increased~number of openings in specialized programs may encourage

teachers to pursue further training. Also, certain teachers may receive
v

I - . -
J [}
’ v N
'
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encouragement from administrators within the district to .prepare for an
“inside" administrative p%sition. ‘Further, research couid serve to detérmine
the way personneT may be differentiaiiy affected by such informal -
communication, as well as the relative infduence of such encourabement.
Since an increasingiy”high number oi-administrative positions are filled by
persons outside ‘the district (in Oregon more than half of all admini--

strative positions are filled by out-of-state appiicants [Carison 1979

p. 60]), Wlis infiuence may not be as strong as in the past.

4

-

RetireﬁEnt'

-

A recent shift in the mandatory retirement age from 65 to 70, as a

~result of PL 95-256, has significant consequences for the composition of

the educator 1abor market. First, the reiative importance of both
inservice training and the improvementgof job satisfaction increases if
educators spend more time in the same ‘position or field as a result of
pd?iéoning mandatory retirement to age 70. This effect may be compounded
hy'the fact that fewer educators with @ore than ten years experience are

if trends in Oregen are representative of other states in which a]ternative‘

@

emp]oyment opportunities ma¥ be—equaiiy scarce (Oregon Department of
Education, 1981). A, decrease in the turnover rate;‘whige 1t may enhance
district stability, also decreases the district's f]ex1b111ty in hiring
people with needed specializations, meéting affirma}ive,action qoais,

renewing and refreshing its teacher corps, and using scarce ‘resources

_ for non-personnel casts.

. &

Teaving their positions. We will witness decreased mobility among teachers -

a
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The Manner in Which Decisions ‘are Made About the Hiring, Firing, Transfer,

and Utilization of Peneenne1 A . . g
. F3 .

=~ . Some admin§§tkators have'claimed that Tegalities -concerning certifica-
tion, affirmative action, and collective bargaining (to be covered

further\1n«thegp;kt section) constrain the decisions made about the hiring,
o

firing, trahs er, f‘:and\titﬂ?zatmn of: personne] to such. an extent that they’

\ -

have negligible Fdntrollover matters of employment. Certification and
endorsemeht'resthfctidps 1imit administrative ?3exibi1ity in trying
different strategief t; improve ‘the utilization of persopnel within a -
district. School personnel may spend les; time learning from each other
beeause the} need to obtain a formal .certificate in order to shift
'pos1t1ons ox to advance. Unfortunately, stringeht-certification
: requ1rementsfmay a]so d1scourage schooﬂ personnel from Tearning other®
Job sk1]1s'thrqugh exper1ence, rather than.sole1y ;hroug§ “academic |
couiges. Ae a result ef these cohstraints, the choices-madermay not
always promote sound-educationa1'phactice. hore nesearch is needed on the

™

faefore thaf hamper or faci]itate_$his-deeiéioh:making pPOGé;S and their
. \\\\\\\\effectsl T IR > . ‘
Concurrent]y with the evolvement of str1cter‘bert1f1cat1on requ1rement§
. ant1-dlscr1n1nat1on regu1atrons have resulted in forma11zation of. the manner
_in wh1dh decisions are made about personne1 management. Such formalization,

’ it is. hoped will also result in a greater degree of equity in employment

.

practices rf{ih1ng to.sex, race, hand1cap, and religion. However, further

explorationjis needed to® determine whether the regulations have actually,

produced greater equ%ty. Some administrators claim that the Tow. proportion
. ~—
of women and minorities in administrative positions within their districts

A
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: stems'from a lack of qualified applicants. An appronr1ate quest1on for

: research wogldbge/t—\what degree a d1sproport1onate1y Tow number of
women and m1nor1ties in adm1h1strat1on can be traced to d1scr1m1natory
practices rather than the differential preferences of these app1icantsp

The informatien available concerning the effective utiliza- |

tion of ndh-certified personnel, such as teacher' aides, is also Ansuffi-
cient. Research By Eberts and Pierce shohs~§rpositive re1ationship'between,

the use of teacher aides and the improvement of student performance.

:( /””‘j¢hjs confirms the expectationy implicit in federal prﬁbrams such as Title

l".,q'\ 3: A ] B
I, that the employment of paraprofessionals enhances student aghievement

* S,

by increasing the degree of individual attention that can be given to
students either by teachers or by teacher aides. However, ¢gther research

suggests that teacher aides could be more\gjf1c1ent1y employed. Conant
.’points out that wh11e emp]oyment of teachér a1des has al]owed teachers ’

>

to spend more.time in instruction t#an otherwise, teachers_sti11.spent

B

relatively less time in instruction apd more time in routine, non-

1nstruct1ona1 tasks)than d1d the non-professional teacher Aaides (1971) i
- Further research is needed to examine how teachers and teacher aides
_can work more eff1c1ent1y together in the c1assreom. - '
The ef#}ctive employment of teacher aides and other nod-certiffed. )
. personnel may also have additiona1 benefits:g Parental interest in education

attendjnﬁ he same school. Moreorer, the hiring of teacher aides may help

- ]

L ! - \ o
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‘to increase the representation of minorities in schools ind may also result

“in a g}eater nurber” o f hinority teacher aides subsequently enrolling in

*" teacher certification programs. -
« ﬁ;\ . +

[}

The fiéca] arrangements of local districfs also play an influential
roie in determining schoaql ?eréonnel decisions. A°variety of spec}alized
~'poSiti9hs within districts are funded witﬁ fedgral or spite categorical ’

. aid, which great]y.affects hikfna aecféions (ie.e., rgquirements ahﬁvtenure
of the position). Personnel dépendent 6q federal or state ai; for the
continlation of their pogitiahs may, therefore, be more concerned with

- . 'meeting the goals of the.%unding agéncy ratﬁér than of. the district ~f ..
- in which they are enp]oyed.‘ Elmore gnd Mchughlin suggest that t;;ée type%r
. of verticil_peﬁworks may be getrﬁmental to the coordination of qucational

'programs due to a 1éssening of cooperation :Song personnel at the district "

* 0. level (1981). Decisjéns hpout the hiring and firing_of personnel are

-

also drastically affected by génebal cuts in ‘state or local funding. More

+ '

and more districts—haye had to layoff “teachers becausexéﬁate or local

. funding was cut or was very uncertain. "In the Seattle Scho
: . e, .. . . - X 3% o
j ih\zgcent years, approximately ten percent of the teacherg have rgcteived. )

~>

layoff notices during the spring, althoughwsome are rehir in the fall

-

- .* when the number of vacancieg is more certain (Weatherlfy, Narver and

N7

uncertainty on human resource management in schools is substantiated by

D

a number of,;;perintendents in California who have stated that teacher
( . ‘/‘:‘ . « " .
L A layoffs due to. uncertain state funding have created serious morale problems

for staff (Zeigler et al., forthcoming).

t
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 Working Relationships Among,Schoo1 Personnel

‘Certification laws and affimative action programs,tend to formalize 7
work{ngfre1atﬂonsh1ps among school personnel and, consequeptly, may be
< expected to 1nh1bft informal cooperative networks. _On the other hand,
certiffcation.and affirmafivea;ction may enhance emp1oyee cooperatiomcjn T
'other ways. Specific certificatlon requirements resu]i in a greater, 1ikeli-
hood that. %tachers and administrators (both within and between groups) will

share a common knowledge base and, therefore, they promote further dialogug \\\

about educat1ona1 ‘goals. Teacher and administrator tra1n1ng programs may

-~

3 3 . _
~ serVe similar pyrposes. Affirmative action may enhance working relation- \ii

/ i . . .
ships if employees feel that the laws provide greater equity or fairness.

F

The Manner 1n6yhfch'0ec1sjons are Made about the Classroom Agenda and the

Use of Resources and Incentimes to Imptove Student Qutcomes
The manner in which decisions are-made to improve student outcomgs
may be best described under threeiggg categories: work supervision, admin-

1strat1on of work support systems, and governance (Duckworth 1981). Duck-

s

worth defines these terms as follows: . .

Work superv1s1on refers to the definition and cdntro] of *
(teacher) work factors. = . The administration of work
support systems refers to both logistic support for class-
room instruction and staff development efforts. Governance
refers to the interpretation and incorppration of.environ-
4¥enta1 and intra-system preferences thrbugh processes of -
policy formation, procedural deve]opment tactical planning,
and -conflict management.

o ,
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ar Hork SuperViSion A T

— .
N .

A]though administrative superVision of teacher performance has . U

Qbeen demonstrated4to improve student achievement, as previously noted, it

As infrequently carried 6ut in school districtg. One reason for this my

-be administrdtors’ 1ack of adequate training in; or"preference for, f‘p

supervision ‘As will be discussed in greater depth in Section III,

2 v
collective’bargaining contracts may also limit the-Jatitude of adm1ni- . )

'strators in conducting su¢h supervision. Further, principals who are not .
. ‘ ’

&

tenured as administrators may be concerned about_g@%mtaining good relations

<&

with teachers in order to increase job security. Focusing administrator |

’

and teacher training programs on the-need for supervision and administrative

. N
moral support may improve the probability for success of progcams designed

-

to inCrease educational achievement (McLaughiin 1976) . Stili, given the

uncertainty af the teacher labor market, administrators neeﬂa%o be .

espec1a11y carefu1 that teacher eyYaluation does not disrupt~c00perative

working re1ationship§Jand thus fad] .in its effort to promote mOre

effective instruct?on (Mann 1976). - . 3
~ . ’3, N & <
& e
" Administration of Work SEP)Jdl"t.Systemi o . . e

Cohen's research suggests that teacher and student performance would

2

improve if princ1pals played a stronger role in proViding }ogisticai and

organizationa1 support (Cohen et al, "1977). Coordinated efforts towards

this end in administrator and teacher training may increase teacher B

effect ess. On the other hand administrator and teacher trainiag

Signed to implement one type of curriculum may 1nh1b1t sub-

-7

programs

L




s>

implemerited program is particu]ar]y effective‘(McKinney;and Westbur$ 1975):
Therefore, it is necessary to have not only strong instructional support from

N
the pr1nc1pa1 but also.some continuity in the cg{ricular program to

- -

.

promote a unified effort toward improved school effectiveness. sy
\% A . .

-

Governance

3 v
°

Laws affecting the educator 1abor markets also affect goverﬁance of,

y
or_policy decisions about~ curriculum priorities. An emphaSis on

affirmative action .in hiring may be correlated ‘with 1ntreased interest .

"y %

in éurriculum material regarding multi-cultural issues. Both inservice

—~— 3 « n ‘

teacher and administrator trainipg and certification reﬁUirements may

KN

result in changes in priorities in the school program ifO? example,

.

teacher and administrator training programs may increase(ih% ysé of
r * .

-
\

computer-assisted instructign as participants aré kept ﬁp-to-date on the

- )

.newest technolegy.

~
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I111. Legal/Administrative Factors AfieCting Emglpyer-Emplg[ee Re]ationshiﬁe
;

.
’ ’ \ s ~ ‘/X
. N . BN
.

. v . - .
Key- contributors to the increasing- formality of the relationship be- .
, , \ 1 v Lot
tween teachers and administrators at the local level are the advent of - ~

a - .
collective bargaining as a mechanism for the resolution of employer-employee

. .
- .
] -

. conflicts and the increasing variety and complexity of-.state laws

% “

regulating the hiring, transfer, disnissai and retirement of teachers.

I

~ These legal and administrative fae%ors have resulted historical]y from
the "cen§ra] tension- or dilemma in pubtic pL]icy for public.sector hargain-
1ﬁg= employee rights versus sove%eignty"_(Cresswell and Spargo 1981). That i'
\ o is, the traditional model fof distriet-JeQel educetiona] decision making (a
“representative-éoverﬂance" model;), is gradually being altered t6 accommodate
a quqiié!tfve]y qifiereﬁt mode] fbr e§tab]ishing the rights of teachers as
dist;ict emp]oiees (a "labor-relations" model). Colleetive bargaining con-
. - ‘tracts and statutory reguletions concerﬁing‘the treatment of public employees
are the fbnna] and tangible results of these’ ccompeting ‘models. ' ‘
The proposed research agenda will focus on how these legal-and admin- -
¢ istrative factor's ipf]uence (i) tge‘nﬁx of personnel in the district (2)
the manner in which decisionSAare made about the hiring, firing, transfer T
aqd utilization of personne] (é) the working reiationshiﬁs among school « '
. bersonnel and (4) the manner in whieh’Hecisigns are made about the class- <’~:
room agenda angi the us7 of resourc: and incentivers ’-tg:,_irilprov‘e studerit )

A S achievement. - e

. " 1 - : - . R
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:.‘Tﬁe Mix of Personngl in the District 'r\\' E ' -
.. Lega1 and adm1n1strat1ve factors affect1ng the general compos1t1on of ‘
a d1str1ct\s ‘staff tend to focus on equ1ty and quality. )
Equity Considerations ’ o *

Teacher coll~ct1ve barga1n1ng contracts frequently conta1n prov1s1ons

may also contaJn/E;ov1s1ons barring discrimination on the basis of hand1cap -

that bar d1scr1m1nat1on on the bas1s of sex, race, or ethnic background

i

in. the hiring or compensation of employees. In%many cases the contract

v

>

However, in a recent study of sch001 grievance aﬁb1tnat1on, Brodie and - /\
&L - v )
\ Williams found only e1ght percent of the cases they examined involved

charges of contratt violation concerned with'discrimination (1980, p. 128).

This suggests that forums are available for resolving complaints regarding .

)

discrimination otfrer than the grievancé mechanism specified in the collective

bargaining contract including the following: (1), state or locafl lTevel fair

employment practices commissions, (2) a varigty of federal agencies, such -

. - v

as the Equal Opportunities Lommission,

,(

- Federal-and sYate regulat1ons may a1so be used to support gr1evances against

- -

and (3) the court system (p. 130).

d1scr1m1natory personnel pract1ces. Brodie and Williams have noted that

A . "since the analysis began in 1973, the issues of

&
-

have jncreased in number as well as in the sophisticatiion of their .

<<;crihination in arbitration

reasoning and Qave broadened{¢in the scope of the arbitrator's award. It

seems reasonable to predict fhis-trend_wi]l continue as qrievants become 3

aware of their rights and options, and as schools increasingly attempt to meet

. . N\
affirmgtive action-mandates" (p. 129).

-t .. -
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Although co]legt)ve bargaining tontracts may contain grovision§ that
bar discrimination, recently hired women and minorities ﬁi& be_in a le;s ,
cecure Job poéition due to other clauses in-the ccntract that 'promote
\_> * semiority as the basis for transfer or reeuction:in‘forée.. Affirmative
action goals may not be compatib]e witn-unionization dyring times of de-
clining enrollments and resources’ since unions have histprica]]y supported

> a "last'hired, first fired" retrenchment_ policy, and wamen and minorities -

~  fall disproportionate]y into the "last hired" category. -~

;o »\\\\\\\\_Quality Considerations . $

Of central concern to teachers and educational administrators alike is 2

¢ \ . —
, the quality of the teaching staff. Due to its elusive nature the measure-

ment “of qua]ity:nas been subject to considerable controversy. Educational
administrators tend tb'assert,that staff quality is retated to their authority
to place personnei'in‘positions to which they-are 5est suited. Teachérs,
on the other hand, tend to relate quality to their oWn_perceptignswdf'ﬁob
security and profeseignal'antonomy. - <

If quality teaching is measured in terms of superior $tudent achieyement
then the re]ationship between these two variables needs to be more clearly
qeiineated before the duestions<raised in this paper can be answered._/Mech

of the research on how ‘teacher characterietics affect student outcomes has{

been reviewed by Murnane (1980), but his work is not definitive.

- without an_y solid emp‘[rica] basis, former research on legal administrative}

3 factors affecting emp]oyer-emp]oyee reiations (and the consequent "mix"

of persopne]) has utiiized two najor indicator5~for quality: teaching

e

, credentials and teaching experience. The assumption is that the more

-
’ - a : ——
[ . .




t - v . - »\-::
appropriate. the credentiais or‘the Tonger the teaching experience, the ' A

. + higher the quality of the teacher . T %
T Eberts and Pierce (1980). found that; in their broad sample of dis- .

\e/" . 7tk1cts from New York apd Michigan, tea‘her turno r was greater‘in non- -~
o union than in unionized districts, resu]ting in a greater proportion of &

senior teacher! in unionized districts. They found further, that this

Kl

\' - pecia]iy true in districts where there was dec]ining enro]imentf— :
? ‘ imp]ying that teacher contract provisions which inc}uded reducgton-in~- bt

- force according to seniority were g]y influencing the age/experience

'- - mix of personnei ’ o . N a ) S

AL Dennis Encarnation (unp?:b'lished"‘draft) is examini'n;j the effect of - ]
reduction-in ‘force prov151ons on the abihty of admimstrators to Mre ’
teachers‘for tategoricai aid programs, particularly those for the.
bilingual’ and haridicapped. ~He is finding that, especidally under: conditions
¥ of deelining enroliment, teachers with specialized credentia'ls are . .
. con(petingofor -jobs with more senior teachers “ho Aack spec1ahz‘ed s o
T ) dredentiais., The existencerof-contract provisions favoring the retention -
~ of senior’teachers could have a definite impact on. the’overall composition
of the teaching staff for these' spec1a'| progra . .
fj . Mitche'l'l and colleagues (198]), in their s‘tudy of eight districts in 3 _' .
Cahfor,ma and I1linois, reinforce Encarnation's conc'luswns Their data coe -
lead them to believe that "teacher organizations have a. great deal df
. ‘1 difficulty supporting the 1nterests of spec1aiists (p. 157). In fact S
a Lariety of fagﬁgfs Comb1ne to p'lace spec1ahzed teachers in a dec1decl1y a L
inferior role at the barga_ining"?*_tab]e. With the exception of s,pec1ahsts

L ] = @_» " . ‘.

o
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who are specially funded and specifica]]y.réquirei/by law, Mitchell sees "a

steadj drift away from the‘usé{of categorical'specia1ists to carry on the

instructional program of the school" (p. 158).

LY

) . 5
The Manner in Which Decisions are Made About the Hiring, Firing; Transfer,

.

and Utilization of Personnel

The combination of @ contract’and a set:of state statutes that:
protect the,riqﬁts of teachers can exert a strong influence on district-
level decisions about the hiring, firing, and transfer of teacher staff

and their daily responsibilities. -

As mentioned in the previous section, seniority and reduction-in-force

-

contract ,provisions can influence the manner in‘which positions in special
programs are filTed. The dismissal of teachers, however, is proBably the
issue that §§ most comprehensiyely governed by both contract provisions

and state statutes. Oregon's Fair Dismissal Law exempllgfes how the

4

prdtectionpof teachers from "unfair dismissal” is becoming-more and more
" a mattef'of'statewfdé regulation. In generél, thjs Taw makesait relatively
easy for an adminﬁé;rafor to dismiss a {probationary" teacher. (a teacher
who has'taughf‘fewer-than three years in the sane districtlf The dismissal
of permanent teachers, on the otﬁer hand, can be extremely difficult. By

law, permanent teachers can be dismissed only -for certain specified %

~

"offenses," and the evidence the district produces’ to provide the basis for

dismissal must be collected in a non-prejudical manner. For instance,
. I3 e
if the basis for dismissajl is "inadequate performance,”" the district

cannot appear to be building a case for dismissal through its evaluation

. r' IS ,K -
procedure. By lgw, evaluation is primarily intended to provide guidance in
‘ i al

. - < s
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improving the performance of teéchers. Dismissj% can be justified on the .

. |

basis of inadequate performance only if the teacher'shows no ;ign of improve-

-

ment after several properly managed evaluation pioce&ures.
Oregon's Fair Dismissal Law also contains well-defined procedures *

for dismissal on "nonpersonal" grounds. That is;\if a distrf?t is suffering

g

declining enro]]ment or needs to elimjnate courses every effort must be
] . ‘ N

made to transfer permanent teachers rather than dismiss them. Merit and

seniority must be considered when such transfers are made.

Almost no research has been specifically direqtéd at theinflyence of

* state statutes, such as Oregon's Fair Dismissal LaJ, on zﬁe trénsfer or
£

\. dismissal of teachers at the district Tevel. What research there is

\. tends to view the statutory framework as a backgro@nd variable and focuses

L o

instead on the influence of collective bargaining itself on the dismissal,

°

L
transfer, and utilization of instructional. per¥onnel. j

Johnson (1981) gathered data from si¥*districts in six states for
" ' : .
information regarding the effects of collective barga‘ining on the role of .

~

the pfgsgipal and the management of the school. She noted that in four of
the si# districts fhe cantracts required teacher layoffs and transfers to -
Tow éeniorﬁty rules. In addwion."procedural festrictions on the ’ i fz
princ}bd1's’pqwer to transfer or terminate téachers for poor performaﬁﬁé
. “reduce the pfinéipal‘s coﬁtrpl over who 3taffs the schéol"-(p. 6).

Johnsaon also documented some of the ways in which the emerging

- ! P
legal-administrative climate is a¥fecting the utilization of pérsonnel on

——

the school site: * .




The teachers' contract also has redyced the principal's right to

. . control teachers' time, both how 1ong they spend in school and
_ what théy do while there. Teachers in all but one sample district
had a contractually defined work day, before or after which the
s principal’could not eXpect them to be on duty. In most districts,
» ,- teachers, not principals, could determine how and where they would

spend their preparation periods. No teachers could be assigned to
cafeteria dutysduring their lunch; in some districts they could not

be assigned to lunch duty at all. While pr1nc1pa1s retained authority
over teachers' ¢lassroom time, they were restricted by the contract

in regu]at1ng~¢me use of non-teaching time. As one principal ‘said,

“T can't say .'Be here' and 'Do this' anymore" (p. 6).

“

s .
L . . s 2

In addition, Johnson noted that most contracts 1imited principals’
freedom to set class size, to determine number of preparations, and to

assign teachers to particular courses. One of the most striking changes - =

) from the preco11ect1ve bargaining era was that introduced by the grievance

progegures.. Since principals, under most‘grievance systems, "no longer

" ’ _hav; the final say in,disputes‘about school policies and practice;,“

. - their autonomy iS inhibited. " In fact, according to JBhnson, the mere )
threat of a gr1evance appears ‘to have a significant 1mpact on the
author1ty of pr1nc1pa1s, placing them fin the 1ron1c pos1t1on of be1ng ]
"accountable to the teachers; they supervise" (p.-7). St

4

Mitchell and colleagues (1981) conclude that col1e~¢ive¢5ajgafn{ng
e - , °‘4 .

is a major cause of: . - ‘ SR
C <,
0t substant1a1]y altered- def1n1t1ons of teachers work respon- ‘
e  Sibilities . .
* basic changes in the mechanisms that control how teache(s
v will perform their jobs .
. * modifications in .the authority av ilab1€ to school pr1nc1pa1s
~and other m1dd]e nanagers (p. 155 . W - -
L4 ' ’ ¥ a
- ot m’ .
. ' . -
: . o gy Lo : )
. \ ‘ﬂ . .
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"With regard to the first conciusion,they note that the dichotomy be-
tween "regular" versus "extra" duties was explicitly recognized in all
eightNdistricts, contributing to the 1ike1ihood that teachers wii] be dis-_
couraged from performing-those work activities identified as extra unless
given additional compensation (p. 157).: This implies that either there
will be a decreasing utilization of instructional personnel for extra- |

curricular activities, after hours meetings;and student supervision ac- .

b

-

tivities, or that the overall cost of teacher salaries will rise. .

. Second,Mitchell and colTeagues obsegve that the introduction of mutually

agreed upon grievance and evaluation procedures has altered the manner in

which administrators control teacher performance.‘ eir study confirms

“the accepted wisdom of labor relations theory--effecti grievance pro-

PN

cedores sharp]y reduce the inciination as we]] as the capac ty of manage- -
ment to treat employees differentﬂa]]y" (p 160). Their conclusions about .

evaluation procedures are less definitive. They find that both teachers

-

and administrators lack confidence in these procedures as a method of im-
proving teacher quality, yet, both sides appear to feel that evaluation is -
increasingly importanti%L . '

Finally, Mitchell and colieagues support Johhson ‘s concius1ons that
schooi principals’ autonony to utilize personnei as they see fit is in-

creas1ngiy threatened by the .trend, Wh1Ch has been accelerated by collective

/

bargaining, "toward more homogeneous and cons1stent interpretation and

-

application of-work rules among all schoois within any given-district" (p. 162).

McDonnell and Pascal (1979), *in their on-site investigations of fifteen

school districts in eleven states, conclude that the major district-level

r

% 4
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effect of. collective bargaining on the dismisgal a trans%&g of personnel
is the increased: pressure to use seniority as the~sole or predominant °

basis for such actions. Reliance on senjority has a variety of conse-

quences for ‘local distniqts inc]udibg~the following:

.

* Districts find it harder to meet federally imposed faculty
- -desegregation mandates.

* As enrollment declines, it is more difficult to match particular
school needs with the-most appropriate and competent faculty.

* Reduction-in-force provisions based on seniority.not only
interfere with the retention of younger and perhaps more
competent teachers, but also increase salary costs to support.
a-predominantly senior teaching force (p. 75).

As for the school- 1eve1 effects of collective bargaining, McDonnell and

Pascal determined that the fb]]owing types of provisions had sign1f1cant

¢

influence on administrative treatment of instruetional personne].

®* guaranteed teacher preparation periods and a 1imit on the )
number of different classes for which a teacher must. prepare .
* assignmehts restricted to the teacher's area of certification
<~ and made on the basis of seniority .
*® a limit on the nonteaching duties (e.g., clerical work and
p]ayground supervision) a teacher must perform
* class-size maximums that, can be violated if the district
sHews just cause
* a'detailed evaluation procedure that specifies the number of
evaluations a teacher is subject to, the length and format-of * -
classroom observatiops, the timing of advance warning before
evaluation begins, and the provision -of opportunities for
evaluations *(p. 78-79) -

R

Like Johnson and Mitche]l and co]]eagues, McDonnell and Pascal report

that the effect of such -provisions- is to give principa]s less freedom 1&{
"selecting which teachers will work in their schoo]s and what duties each -

“will perform there" (p. 78). . N , : T~

. v
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The HWorking Relationships: Among.School Pe nel

The increasing number of districtqgde or state-wide rules and
;egu]ations regarding emp]oza:-emﬁ]oyee r ationships‘has had a two-pronged ' .-
effeét on the wdrkingwrelationships amonq.scnool personne]t On the one
hand, the increaéed-consistency'aﬁd predictabil{ty of both teacher and

administrator behaviors has led teachers, in part1cu]ar, "to feeT more
‘ secure about what they do in their own c]assrooms" (McDonne]T and Pascal .

. p.78). A s1n1]an=percept1on of .the role of security in promoting
_positive working relationships among school personnel led Murnane to LT

L

. conc]ude Zﬂaﬁx"riffing" on the basis df seniority, rather than merit

y may be more appropr1ate in school systems Q;ere merit is difficult to
determine (Murnane 1981). On the other hand, as has been implied in the
prev1ous section, teacher collective barga1n1ng may impair the working
relationships between teachers and adm1n1strators where it has 1ncreased
pressure on school principals to be more careful in their re]at1onsh1ps . %8

A}

with teachers (Mitchell and colleagues, ﬁ. 162). , ' .
‘ Increased‘feelingéﬁof §acurity among teachers and a mofa formal .
relationship between teachers and prinqua]s are recurrent themes.i% the
literature that attempts to assess the impdct of co]]ective'bargainiag on

” working relationships among ;taff. However, if is dangékous tdfgenera]j}e 1
too broadly. For eiamp]e, ft'hasla]rgady.been notedethaf a]thaugh regu]ar.
teachers may fsg;;?ore secure as a Qe;ult of collective bargaining,

specialized teach rs may feel quite the opposite as a result of seniofity

provisions favoring the more a;periechd regular %&gchers (Mitchell and ' ,

colleagues, p. 157-58). . .

. . . . . . o=
- L. B : et
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- 'with regard to the alMegedly increased formalism of rh]ationshiqs‘between

principa] dnd teaching staff, Johnson (1981) provides a baveat She asserts'
that the degree of formality or informaiity is 1arge1y a function of the prin-
cipal’s strategy. In her samplg of six districts, "some principals em--
braced the opportunity to involve teachers ih’%choc] management while others .
‘ strictly limited teachers to .advisory roles. ’A_few used the contrast to
v manage the school and insisted on’jiteral compliance with its provisions;
while most minimized its role and re1ieq instead on reciprocal relations
with teachers to get things done. hhi]e most carefully complieq with the
'contract, some did so.in order to preserve their right to exertise all,
available management prerogatives, while ?thers did so onlx to avoid troubTe.
' There here a¥small number of principals who active]y‘opposed'the union and
a small number who abdicated to it. Some principals coped well, most _
managed, and a few didn't cope" (p. 19). ‘ '
,dohnson c]assified the major strategies of principals as "aggressive,"
“defensive," or “Peciprocai * While no particular strategy proved totgi
.,  a "prescription for success in managing_iabur practices at the school site"'
(p. 25); the "reciprocal” strategy at least had the advantage of greater
- ‘informality since 1t was based more on the ‘philosophy that ‘teachers and
administrators needed each other in- order to make the school work. Under°
this strategy the principal has wil]iné to bend the provisions of the con- |

tract to meet the needs of teachers if, in turn, the teachers wou]d refrain

from initiating the grievance procedure whenever anything went wrong. Iny

~

~ -

- Le\\\ essence, when this strategy was\used, the.contract was yiewed "as a guide

i

. rather than a rule book" (p. 24).
*‘Q . . f""i&;
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In‘assessing whether a formal or informa1‘s§rategy of contract en-
forcenent is preferab1e Johnson. states that the -answer depends on the . nature
of the staff. If the staff.shared‘common goals and seemed able to develop -
their own programs without 1nterference from districtf1eve1 union officers,

then the informal “reciprocal® stratégy seemedbest. However, in» the case

of the largest, moSt urban district in her sample, where'principa1s~retained .o
no control over staff composition because of frequent sehdqrity transfers, v,”/

‘and where district union staff members were active in monitoring contract __~

comp]iahce in the schools, the maintenance of constructive reciprocal re-

1ationsh1ps was extreme]y difficult (p. 2). “In this district the principal

r

most 1ikely to succeed was the one who adopted the l’aggressi\{e strategy." .
; L4 Q

\
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The Manner in Which Decis1ons are Made about the Classroom Agenda and

the Use of Resources and JAngentives to Imorove Student Outcomes

Investigation of the effects of collective bargaining on student

achievement has yielded mixed results. Data from New York State indicate.

that districts with a relatively high number of contract items employ .

teachers with a higher level of education, which is related to higher

L4

achievement test scares (Eberts and Pierce 1980, p. 186). The presence .

of a provision for teaher aides in teacher sett1ements'was found to be . °©
A}

corre1ated with h1gher mean test scores’ and a sma11er var1ance/among

p—t .
students' scores, a’11ke1y result of the increased time available to -
.y
teachers for pure1y instruct1onal purposes (ibid, p. 187). On - .

~

the other-'hand, the resu1ts show that hewly hired teachers are

~

v

.

t
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0 decréase teacher‘turnover, the 1eve1 of teachen qua]ity

" more highiy equg;ed than their predecessors.: Consequentiy, where union-

ization serves

e v

ma azzo be Tow r than for non-unionized districts. StiJg the increased

overa qua]ity of teachers resulting from a higher teacher turnover rate )

2y

must be weighed against the ‘costs of recruittng and training new teachers
It remains to be seen whether poiicy-re]ated issues w111 become a ‘more

frequent feature oiﬂbargaining,w now that salary ]nqreases are limited by

) deciining resources. However, teacher.involvement. in sihdoi policy decislggs"

3 can be expected to aiier the educational process. Eberts ‘and Pierce found

that districts with-a ciass size provision tended to use a more traditional

classroom organization, which was correlated with a smaller dispersion of

student achievement scores withip the district. Their findings additiona]]y

<@

¢ tndicated that the existence of a provision for teacher preparation periods
was also re]ated £o ‘d"smaller variance in%student scores 1n the district.

£onsequent1y, it can be expected that teacher invo]vement in po]icy making,
)
thro\gh co]iective bargaining, faay® haye a significant impact on student

~ - o0 €
erformance. e : . ’ '
p ¢ oo & \‘ : ’ ] . ~
Eberts and Pierce also found that "strong unions, as reflected by the

9

number of contract items negotiated, use their pofer to,increase;per-pupil,
i N “ Yy » ~

spending.“ However, ‘the inéheasedﬁper'pupil’Epending may be more than _
. swallowed up by the increased cost of 1nstruction leaving’fewer'

do]]ars for othér resources.. Johnson, (1981) Cited some teachers in-

all six districts unﬁﬁ? study ‘as saying that the "union pursuit of high a
*  salaries and reduced duties was at the %xpense of wel]-maintained bui]dingeg’-\

. - T e




“ adequate supplies and equipment and inservice training“ (p 16) . This ..

(N4

evidence, how'ver, is of a more anecdotal nature., S

it}

An investigation of the degree to which cotlective bargaining is im-

e ]

pinging upon the policy-making function of educationai administrators o

could address the assumption that there is at 1east an indirect effect o \;__/ﬁ'

i

on decisions about the classroom agenda and the use of resources and in-

»

—~ ‘s
‘ centives to improvezszudent outcomes. For examp]e, McDonnell and Pasca] i

cited an l'extreme casé" in a school djstrict whose contract appreciab]y . .

-

constrained school management. e .o QL«}_ J)s

Here teachers are no longer required tq perform clerical '
duties; secondary teachers angive additjonal preparation periods . .
for each subject (seventh-, 'eighth-,and ninth-grade English, for : ,
example, are all cénsidered separate subaects), and they_ cannot 3 ., -
be assigned to-more than three teaching periods or two prepara- - \ .
tion periods in a row. Until state law supersed# the contract, .

teachers could refuse to teach students who needed the assistance | - N
4 of special education teachers. The contract.even affects curriculum
content -because it now mandates labor studies as a high school ° ER

elective. " Principals can no longer see a teacher s grading book P
without first infonning him/her of the reason for the meeting.-
The teacher may then be accompanied by a teacher organization . -
"' representative. In evaluating.teachers, supervisors and prin-. - o
-, cipals can only use a two-point rating systeﬁf(satisfactory or :
unsatisfactory). If a central-district administrator enters a ‘
school building, the teacher organization building representative 2 LI
. must be infbrmed of this person's presence «(p. 79) ‘o .

-
e

-
-

- It 1s apparent that such'a contract gives teaEhers a'great dea]lof‘

~.

-

actual and potentiaT power over schooi policy. Ciearly it is the exception,

not the rule. Yet in certain areas at least (e. g., controliing

the mix of-personnel for speciaTiZed programs), co]]ective bargaining may ' '
T

be giving teachers a significant role in the estabiishment of poiicy None

of the studies cited previous]y make any definitiug statements about this \ L ,’_

A . ' ' . 3 ‘ ) { o , . '
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.. potential effect of collective bargaining. Yet they atl imply t;hat where
contracts strongly'suppor{: teacher rdghts, administrative discretion to
. formulate_andqmplementpoﬁcy may be substantia]]y reduced. More careful
attention to this critica] {ssue 1s mer'lted .
* ' ‘ , . V' g \\ - 4
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IV. Tnteractions of Scﬁoo]iPersonnél with °* -

Parents and Other Citizens

- — . ’

Both teaching personnel ang educational administrators confront prob- - 4
lems in the'ihvolvéﬁéﬁt of individual parents and parent grdups in educa-
tional dehisio;-héiiég. Additiona]]y, district-and building-level admin-
}stéatgrs must monitor and respond to the views of a wfde vaﬁiety of.com- P
—munity'members regarding sEhool policies and practices and thefr financial
1mp11catioﬁ§, \TE-Eelp school personnel improve their performance 19 these
areas, a more systematic research effort is needed. Furthermore, &ffec-
- tive strategies must be deve]oﬁbd for training educational personnel to
utilize these research findings in practical situations. -
T fﬁprimary:jmpggyante to‘the sﬁccessful management‘bf schools are
. the 43&5 in wﬁigh eHucatipan\adnﬁnistrators moni tor and respond to tLe
views and reactions of community members. Although public involvement in
school board meetings 1srspo;ad1c; and "deference to profegsiona] exper;
. t{se is Qégqu11y the norh" (Tucker and Zeigler 1980), eduéatipna]:admiﬁ-
o <jsfia;oFs oftentﬂﬂ]izesp]ectéd 1ndiv1duais to sound out°how the communi ty
. ) f;els abqut partjculié)issues. Some of’these se]ectgé individuals may be -
formaTly 1nvofvéd in school boards or coﬁm{ttees (1.e:§ advisory committees,
task forces, PTAs)+ Howevdr, it cannot be assumed that the.bniy (or even
i t the mos£ pffferréd)‘method forvgaining citizén involvement %n SCHoils is |
A through formally recognized school committees. Indeed, it appears likely _
o , ‘that the officia]irecordsland reports. of these connﬁﬁtee§ will reflect only * B
B3 .

a small portion of “the ways in nggp administn?tofsiseek out and respond to

P ~ -
-
N -

-
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the views of community menbers. Yet, university-based researchers investi—

. gating community invoivement often seem to be preoccupied\\ith ‘the written

AN

'searchers may find it convenient to attend regularly schedu]ed meetings of

information that is,generated by the -cormittees, as if these docunents
represented the major vehic]e by which administrators attempted to insuré‘
community participation. Due to limitations of time and resources, re-
particu]ar commt ttees or to review the minutes of schoo] board meetings oVer
a 1ong period of .time. A]though the financiai costs of these data coi]ec-

tion techniques may be Tow, such techniques genera]]y do not provide com-

prehensive descriptions of the ways in which administrators attempt to in-

" sure community involvement.

To assist educational administrators: in managing the time and effort )
they expend on monitoring and responding to the views.ofcommunity members,
a varietyrof—stUdies are needed on the processes by which administrators
gain information from seiected individhals regarding community opinions.
Few of these' interactions between school administrators and seiected com-
munity members are Tikely to be schedu]ed on a regu]ar basis or documented
in writing. Nevertheiess, they may. represent a significant tooi for gauging -
community response to schooi policies and practices. The relationship be-

tween information secured by administrators through these formal and’ in- -

formal processes must be clarified. For/exampie, the informal interactions

,with selected community members may provide administrators with a perspec-

tive on the desires of the community which is only subject to slight modifi- ¢
cation by the opinions_expressed~in formally constituted committees, On”the

"other hand, some administrators maygreiy heavily upon written reports of .

A

O
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official committees as uid expressions of the views of all community
’\ * ~ K N 4 L4 < -t

members. The effectiveness of each of these administrative strategies

. in particular situations needs to‘be examired. ' . -

v

~
A major concern of both building- and district-level administrators.
H

1S the management of committees that are deslgned to 1ncrease the ’ R
o e : .
“gg? gominunity involyement in educat1ena1 dec1s1ons "The number of these -
: o
> . ‘?‘ commlttees has increased s adm1n1strators have felt the need to secure -
- e

mee sustalned and systematlc 1nput from community members > Additionally,

federal and stazﬁégaws‘have required the estab11shment of some of these
' 'ttees (i.6., Ptle I and%Spec1a1 Education Advisory Comrai ttees) .

Although ch of "the work ofkthese cormittees tends to center on the -

deVeldpment or”ahalysis of written documents, it is by no means clear
- 1
that this 1s their most important function. Research is needed on the . ~®
v VoW
varlous ways that these comm1ttees may be used supporttvely by professional

—T Q:féz:;ersonnel as we11 a; the ways that the committees function ‘to SFeTote
citizen 1nvo]vement For example, these comm1ttees may”prov1de a path -
for citizens to become members of the informal network that administrators
use wheg_theyvnisg)to’test a com@unity's reaction to a proposed change.

gBy utiifzing comnittees;in this way, administrators may be able to pre&ict

" more atcurately the views of segments’of_the community regarding school -

‘ developments. The proposed shlft 1n federal funding for education from -

categorical to. block grants is 1ikely to affect the. parental advisory .
comm1ttee§, which were created by Title I and P.L. 94-142.. During the
next few years 1t will he 6? special interest to note whether local

d1str1cts ma1nta1n these comm1ttees or whether any of their menberéﬁbepome

part of the 1nforma1 network of individuals that adm1n1strators use to MR
: " assess district performance. g . (
z ’ — - . =
S - » <
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When faced with particu]arﬁy controversial issues, school administra-

tors need practical guidelines for effectively invo1vjng both organized

comnittées and selected inpividuals from the community."Often, the

oﬁinions of individuals and committees are seemingly solicited on issues .

that have alrealy been dec1ded by the adn1n1strators Further research-™

could 1dent1fy noe\\effect1ve timing of and information gather1ng

-~

, processes for administrative dec1s1on-mak1ng, qu example, an admini-

"strator faced with a particular issue could ask for judgments reqarding

‘the following: - ’
- & o
~-whether the issue was a major grob]em

--whether important aspects of the problem were being ignored
) : \

«~ --ghether the process that was being gsed.to resolve the problem was

; .

_ ~ appropriate

e --whethér %he data'that were being collected about tée d<;;;em
‘ seemed reasonable A o o

{-whefher the choices thet Yeﬁe made for so]ving the\prbb]em'seemed

—_— .-to be pnogucing-unintended consequences

o Depend1ng upon the specific c1rcumstances surround1ng the issue and

. upon the tum1ng of administrative decisions, a *committee composed of parents
' -and other citizens cou;g-concefvaply pravide valuable information to an gdminJ
istrefpr in each of these areas. Nevertheless, when issues are ?1aced'be-
fore committeeeéﬁithout specifying the t;be of informqtion thet is desired,

parents‘and other community members often become overwhelmed by the comp]exfty

- . ", ‘
- ‘ : \
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of the issue and their recommendations may be of little use to the admin-
‘1stfators. To avoid these pitfalls, more research is needed on the strategies

that can be used by administrators for managing the nature and timing of
. i

information that is sought from others.

. 1.Recent1y,'severa1 public policies have attempted to promote the in-
\ ' .

vglvement of parents in determining the educational strategies that .should

gy

®

be utilized‘with their children. P.L. 94-142, The Education of A1l Handi-
capped Children Act, reqqires that schools make every effort to insure >“
parental.parpﬁtipatién in devélop}ng individualized :education programs
‘for all.handicapped children. The deve’lopment of alternative educational
prégrams aqe clgster schools within the r;gular public school system has

_apparently increased the commitmen; of some ﬁérents to ‘participating in

ﬂ__’ggaiéq;ns regarding their children's educational programs. DProposals for

A

utilizing voucher plans:in education are in part justified on the basis
that parents would become more involved in their childreh's educational

prog}am. Whether there would actually be an increase in participation -

-0 _among a broad «cross-section of parents 1s-opeh to debate. It appears that

. .
- ’ . L
t N P \ .-’

the ground rules for involving parents in educational decisions may in A
fact have a sighificant 1mpa§txon which parents participate in and take

advantage of the process. For example, in a study of one hundred and forty-

five lo;élheaﬁings under P.L. 94-142 in California, Kirst and.Bertken (1981) -

found that

-

Low 1ncome and minority parents participated in hearings less
 often than their numbers in school district would sugyest. .. -
In addition to their low participation rates, low-income parents
pursued a 1imited range of issues in the hearings. Nearfly all -

)

« .
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f them were try1ng to ma1nta1n public: support;of their child-
ren's private schogl placements while the %choo] districts were
rying to return them to publ1c programs. Higher income parents
“were much more likely to pursue new services and a variety of
- related services than were those in the low-income group (p: 4).

'
n

-~

Thus, it appears thet if the-~involvement of-all parents is desired; then

- specific strategies must be devised to insure particifation by parents

from different socioeconomic and cu1tura1 backgrounds
* SchooT personnel must also learn how to'manage their interactions

AN .
with parents who, for Whatever reason, choose not to be involved in

degfgions about their chi]dren's educational pr&ﬂrams Some districts
have expended conslderable effort attempting to track down parents

in Order to reschedule meetings that are required under The Educat1on
.of A11 Handicapped Children Act. In some s1tuat1ons, the expend1ture
of th1s t1mdpand effort  has not produced any increase in the desire
of paren;s f% be 1nv01ved Thus, in addition to helping teachers and
administrators fac11ﬂtate parental involvement, personne] tra1n1ng

programs must also prepare professionals for dea11ng with s1tuat1ohs

where .parents do not wish tb be active participants. - —_—

Boyd has suggested that citizens play a rore active role in school
policy making when the issues are hfﬁhly visible or, in his terms, if
they®are "external" {ssues. He defines iﬁternqlﬁihd*external ‘issues as

[ 4 \

fol]ows:

Internal issues involve decisions on such matters as the school
curriculum and personnel policy, the consequences of whigh are
generally perceived to be largely confined to the school system

< itself, at least in the short run. They also involve the kinds
of mat{ers for’ which the expertise“of the professional educators
is thought most relevant .in de‘Tsion making. External {ssues, on

. the other hand, involve matters such as. decisions on school con-
struction and factiities andgfchoo1 finances. which have an immed- .
jate v151b1e and tangib]e ef ect on the eco]ogy of the communi ty




o

as well as, on tﬁe school system 1tsé1f Here, the opinion of
the public tends to carry as much, and often more weight than -
expertise of the professionals (Boyd 1976, p. 566).
Given that "external" issues, such as school closings and budget cuts, have
e more and more prevalent in recent years~>;ihoo1 administrators may ‘,f 4
5§?§mre preparat1on to adequate]y handle the level of citizen 1nve1ve-
ment that stems’ from concern over these {ssues. _
f;.summary, research is needed on strategies for managing both the
- involvement of citizens in policy formulation and the part1cipation of //
parents in choosing'specific educationa]-programs for %heir children. Ul-
t1mate1y, this research must be focused on developing procedures that en-
able school personnel to improve their performance in practical‘situations.
‘Furthermore, these procedures must be 1nqorporated intoﬂpersonne1‘traihf )

. ing programs so that teachers and administrators 'may improve the quality

of their interactions with parents and other community members. | .

1&,—".3:@5'1 e . ! ’ ‘ #




3

' I
. ' P
v 4%

. _Directions for Future Reeearcn

N

' ~
The. educational process has been increasingly influenced by 18961-

adn1ﬁ1strat1ve factorsover the past two decades. While much attentiop has °

"o

been given tefthe laws themselves, more intensive research is needed to
determ1ne how legal requirements actually affect the edugﬁtional process
at the school and classroom levels. Mark Yudof describes present defi-
~ciencies in law-and-education research as follows :

Much--but not a]l--of today's law-and-education research is

- misdirected in its approach to the interaction of law with

educational institutions. There is a preoccupation with the '
United States Supreme Court and the United States Constitution
that tends to lead researchers to ignore other sources of laws. ..
Thjs nat only in®ludes state courts--a subject of some scholarly
concern--but also - federal administrative agencies, Congress,
*state legislatures, and state and local boards of education.™
Superintendents and principals promulgate formal and informal
rules (in school handbooks, for example) and social scientists

have noted that teachers establish a “const1tut1on of the ¢

classroom" (1979, p:°12). -

s Consequently, a muiti-disc1p11nary approach 1s needed tb understand the

educationa],norgan1zat1ona1 and political impact of laws on schools.

Recent or portending changes in the po]1t1ca] and economic

) d1mens1ons of pub11c schoo]s make a renewed research focus on law and

&

schools all the more crit1qa1. Guthrie_summar1zes some of these potential

- shifts as follows: A

The electoral base for public schools will continue to
shrink: Competition.for resources will bésome_even more pro-
nouiced. Decisions about public education:wil] become even
more politicized and centrally made. Conflic thin the edu-
cation community itself might intensify. Disagreement regarding
the purposes of public schools might encourage present efforts
to increase private educational offerings. . . . | The sum of
these conditions is 1ikely to be the strongest cha11enge public
‘education has faced in at least half a century (1981, p. 75).

AY
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Nh]le, as Guthrie has staked a greater degree of centra¥ization in
educational p011cymak1ng has occurred within states as a result of a genera1

shift’ towards a stronger state rele in school finances, a ‘movement towards
decentra]izat;en may occlir at the national level as a result\aﬁ,block
" grants or’a consolidation of categorical programs (Ginsburg and Turnbull
1981). The'likeiy result ef hoth of these trends is a more powerful state
" role in gghcational policy—ﬁakigg. For this reafin the ‘proposed research
agehda focuses on 1eg;1dadministrative processes at the state level.

A1l of the possible trends noted by Guthrie can be expecteq to hare
major consequences for.personnel management in education. An.increasing
degree of pofiticizatioﬁ in the'fteld of education, due to greater
qpmpet1t1on for resources, makes:it 1ncreas1ngly Tmportant thaq school
adm1n1strators 1earn to manage conflict with district personnel, parents, -
and conmunity groups. The\gontroversy regard1ng certification and other

Taws affecfing the educator labor market 1s likely to intens1fx as

b & -

‘positions become more starce. Gonflict related to collective bargaining can_'

be expected to lncrease ln the future if a stronger state role in educa:
t10na1 policymaking encourages greater union lobbying'of state 1eg1slatures

“for galns they could not obtain at negotiation table. ‘) P

-

Thevw, in which the public schools react to these challenges is

LEEEN 2

’, ‘esﬁetiall r1t1ca1 at this t1me glven the Tncreased interest in vouchers
. and tuition tax: cred1t plans as well as the fact that pr1vate school

‘ enrollments have lncreased wh11e public school enrol]ments have dec11ned.

JIn the past, publlc schoo] personnel have resisted change. --Pincus argues

that. th1s reslstance stems from the non-compet1t1ve nature qf the public

XY . . o . ’
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-schools. He states that the public schools will be less likely than

compet1t1ve firms (1 €05 pr1vate schools) to adopt innovations that:
--change the accustomed authority roles and estab11shed ways
of doing businkss, because changes in these relations repre-
sent the heaviest kind of real cost to bureaucracies
--change the resource mix (e.g., a higher ratio of teacher
aides to' teachers, sharply increased use of capital-intensive
atechnologies), because any consequent productivity increases
are not necessarily matched by greater "profits" to tHe
district, and becausg any replacement of labor by capital
may threaten the guild structure of schools (1974, p. 118).
Hichaelsen claims that VOuchers may be the only way o 1ncr6ase the .
respon51veness of schoo1 pePsonne] to the desirés of clients. He st%xes
that under the current system there is 1ittle accouhtability for servica®
delivery since "clients can enter the process only to the exfent that
administrators and teachers permit them to do so” (1974, p. 242),
However, with ?apﬁd]y‘dec]ining enrol]menps.school persennel have an
incentive to be more responsive to the needs of thei( cljents in order
to maintain their own job seehrity. A number of urban scheol districts,
including Washington, D.C., haye currently undergone extensive currieﬁ]ak
and organizational changes to compete with the white flight syndrome
(Churchman 1981}, The manner in which schools attempt. to be more responsive,
and the degree‘to\ﬂgiéh they are successful, will be ah important issue for
personnel management in public schoo]s during the next decade.

While a formal voucher p]an may or may not become more prevalent in -
the next decade, one of the basic premlses of the plan-lzompet1t1on for
students--already exists in a number of districts.- By maintaining high -

A LY N .
levels of enrollment, schools are able to retain a full teaching staff,

Coqsequent1y, it makes sense to examine the 1iterature related to vouchers

§ ) V4
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*to estimate the effects of future trends on school personnel. A survey

“of parents who participated in the quasi-voucher plan in Alum Rock

E]

i .. . v .
revealed that of the issues surveyed, parents were most interested in

>

“course content dec1s1ons (approx1mate1y 75% wanted 1nf1uence over curris- e
culum) and least 1nterested in being involved jin teacher hiring and firing
decisions (approxlmately 50%) (R. Gary Bridge 1976, p. 377). Parental

- ‘desires to determine curriculum may create additional controversy in the
future, c0nsidering the heated debate over evolution and scjentific

creationism and the growing competition between. the public and neligious

schools. ) \ N o

-

Competition for enrollments mayuhave.an.effect-on-school-organizatjan, .

»

as well as on curriculum. Chambers suggests that perhaps "sthools L.
operat1ng under a voucher system will tend .to operate at re1at1ve1y snaller

n . - .
scales" (1981, p. 38) since a number of studies have indicated ‘that N,
smaller schools may be more cost-effective.- This phenomenon may stem from

the fact that sna11er schools may promote stronger col]eg1a1 bonds between

14

teachers., Further research in th1s areé**s needed to 1nform decu§1ons
about schbol c]os1ngs, since-such eyidence indicates that consolidation

' > may not be the most cost-effective method for coping with declining -

. - ‘%

enrolliments, e —7 4

Public school personn el can expect to encounter drastic changes
L ]
*in the Tegal-administratifie issues over the next decade. These changes (

(3

will have a dramatic effect,on.pther laws cugrently_affqiting the

educator labor market’, the wgrk1ng re]atlonships of schoo] personnel,
. . and the 1nteract1on between schoo] and commun&ty. Future research
should attempt to improve the utiTization of human resources in schools
EST: order to achieve greater student performance. In his review of the

Q. . o - i . - | ‘4{9 - 0

.




%

v
- -
o - ’ .

-

©
- - . .

school efféctiveness Titerature, Murngne concludes,'“it is on these

human resources that researchers should concentrate, since they are

.

< . poorly understopd, play a}centra] role in policy choices, aﬁd»appear to
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dominate othér resaurces."

. . . & .
Further research on the management of human

resources should help school personnel meet the challenges created

by future Ehanges in the 1ég§]-administrative environment.
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